Abstract. Stakeholder analysis is one of the important elements of the management of every project. Particularly, it is a significant aspect in high-risk projects, e.g. reorganization. The concerns of different groups of workers, the impact of the project on suppliers or clients -these are not only potential sources of risk but opportunity as well. The success of the reorganization project is therefore likely determined by the quality of the stakeholder analysis. It is determined by many factors. One of them is the use of appropriate techniques of stakeholder analysis. In the literature, there are some proposals based on the general approaches to project management (e.g. IPMA ICB 4.0). Mostly they use a simple procedure of assessment of stakeholder's significance. Meanwhile, in many risky, a deeper reflection is needed. In these cases, a procedure of stakeholder analysis could be based on some decision-making methods. For this reason, the main aim of this article was chosen. That is, to identify the basic methodological assumptions of the process of stakeholder analysis which contains stages characteristic of a complex decision process. The proposed method was created and used in a study to provide a stakeholder analysis in one of the local governments in Poland on the occasion of the preparation of the reorganization project. Realizing the stated goal, a short literature review was provided in terms of the stakeholder activity and steps of stakeholders analysis. Then a new methodology of stakeholders analysis was proposed. For stakeholder identification and structuration, a procedure of the AHP method (Analytic Hierarchy Process) was used. This method was a basis for the analysis of stakeholder significance as well (using a Saaty's scale). There were proposed new scales for assessing the consistency of stakeholder's expectations with the project goals as well as the influence of the stakeholder on the project. This, the new methodology was verified during a real reorganization project in one of the Polish local governments. It is characterized by a higher workloadall the process of stakeholder analysis needs a group decision-making process. Moreover, members of the project team should have competences in the AHP method. The analysis is much more accurate. It allows for more accurate identification of stakeholders and understanding of their role in the project.
The information obtained can significantly redefine the space of decision-making. Authorities of the institution, as well as the project manager responsible for the reorganization, can significantly reach their point of view on the project by understanding the stakeholders' expectations. Thanks to this, possible threats and opportunities are more visible and different scenarios for the project can be created. The process of stakeholder analysis should, therefore, be embedded in the context of the progress of the project and its various phases. The information obtained and drawn on the basis of the conclusions is, in fact, the foundation of actions that must be an integral part of the project. They should lead to a weakening of the negative influences and support the positive impact of stakeholders. The consequence of stakeholder analysis is, therefore, an action plan covering the schedule, resources, and an adequate budget. The planned reaction on stakeholders' needs should be reviewed and possibly adjusted throughout the course of the project. Stakeholder analysis is, therefore, an ongoing process and should be carried out not only during the stages of project preparation but also during its implementation.
The purpose of this article is to present the overall assumptions of the design of the process of stakeholder analysis. In pursuing this goal, a brief review of the literature was made regarding both -the role of stakeholders in the project, and the specificity of reorganization projects. Next, the methodological assumptions of the study are presented. They constituted the foundation of the research process focused on the verification of the proposed methodology. The study was conducted during the preparation of the reorganization project conducted in one of the local governments in Poland. The role of stakeholders in the realization of reorganization projects. The paper focuses on a specific type of activity of the organization, which in the literature is referred to as a project. These types of undertakings are understood as one-off (unique) tasks, requiring separation of the overall activities of the organization in terms of scheduling, resource, budget, and most important responsibility. The aim is usually to produce unique effects (products, services) [7, 8] . In the literature, a number of categories of projects can be distinguished. The article focuses on a specific type, which is defined as a reorganization project. It involves the implementation of changes in the way the organization functions -its processes, structures, products, organizational culture, etc. [9, 10] . These kinds of undertakings often have the characteristics of organizational innovation [11] . It is often associated with the implementation of a new method of managing business processes, original organization of work or novel types of relations with the environment [12] .
Reorganization projects significantly determine the conditions of staff functioning which cause the phenomenon of resistance to change. It can be understood as a set of reactions of individuals or groups of employees aimed at blocking or limiting the change [13] . There are two types of resistance to change that can be encountered during reorganization projects [14] . The first type is an active resistance which means that employees initiate certain actions to block the project or change its scope. The second type is a passive resistance consisting of a lack of involvement of employees in the implementation of tasks. All projects, and thus reorganization, are realized in a specific environment, which can be broadly divided into two dimensions [15, 16] . The first is internal environment (organization through which the project is implemented) and the second -external (closer and further surroundings of the organization). Changes in any of these dimensions of the environment can positively or negatively influence the course of the project. In the first case, we can mention occasions, while in the second, the threats (risks) [17] . Some of these positive or negative factors are due to the general processes occurring in the environment (e.g. macroeconomic phenomena, changes in law, development of the technology, etc.) [18] . Some other phenomena, which may determine the project, resulting from a reaction of those entities which are directly connected with the organization (outside or inside it). Here we could mention: the organization's employees, customers, suppliers, public institutions issuing certain decisions, etc.) [19] . Both of these types of factors should be analysed in a similar way -with regards to both: the direction of the impact (positive or negative), and the strength of the impact. In the case of general processes, the organization has limited capabilities to respond. However, the response to the impact of certain entities can be much more complex. Here there are some relational systems that allow direct interaction with each entity. This mechanism can be used during the reorganization project. A diagram of the relationship between the project and its surroundings is shown in Figure 1 .
Figure 1 -Buyers and sellers of local product
Sources: developed by the authors Therefore, in the frameworks of the environmental analysis, it is justified to extract the stakeholder analysis. This term refers to a set of activities involving the identification and assessment of the relationship between the project and the entities functioning in the organization and its surroundings. The concept of stakeholder is widely used in the science of management. It appears both in the context of strategic management [20] , the policy of corporate social responsibility [21] , and in project management as well [22] . In this paper, the stakeholder is understood as an entity (person, group of persons, organization), which is in some way connected with the project, e.g. determined by its outcomes or course. There is thus, a direct relationship between the stakeholder and the project [23] . The key to defining the role of stakeholders in the project is therefore to understand its expectations and the ways in which it can determine the project. In defining the relationship between the project and stakeholder, there is a need to describe the level of divergence or convergence between the objectives of the project and the expectations of stakeholders. This comparison can demonstrate whether there is a risk of conflict or an opportunity for cooperation with a stakeholder. This is the first dimension of stakeholders analysis, which can be defined as the compatibility level (Compatibility -C).
Table 1 -Classification of roles of stakeholders in the project

Stakeholders Symbol
Characteristics Real strong allies
SAR
There is a clear compatibility in their expectations with the objectives of the project, they are ready to cooperate and have the proper instruments to support the project
Real weak allies WAR
There is a clear compatibility in their expectations with the objectives of the project, they are ready to cooperate, but do not have the instruments to support the project Neutral stakeholders
NS
There is a weak convergence or divergence between their expectations and the objectives of the project, which lowers the likelihood of their activity Real weak opponents
WOR
There is an incompatibility in their expectations with the objectives of the project, they are ready to confront, but do not have the instruments to act Real strong opponents
SOR
There is an incompatibility in their expectations with the objectives of the project, they are ready to confront and have the instruments to act Sources: developed by the authors Yet, there is another dimension associated with the assessment of tools by which stakeholders can influence the course of the project and its subsequent effects (Tools -T). These tools can result from a variety of attributes of impact on the project, e.g. the availability of resources, decision-making powers, participation in the processes of the project, etc. In either case, an important element to be evaluated is the tendency of the stakeholder to be active -the probability of operation (Probability -P). Given these dimensions of influence, stakeholders can be divided into several groups (Table 1) .
The presented three-dimensional diagram is the starting point for further studies. The methodological assumptions of the stakeholders analysis presented in the next part of this paper have been constructed on the basis of it.
Figure 2 -Dimensions of the stakeholders analysis
Sources: developed by the author
The methodology of stakeholder analysis -basic assumptions and steps. Stakeholder identification, structure and description. The first step in stakeholder analysis is the identification, structuring and description of entities placed in the environment of the project. The approach characteristic for the Project Management method, involves the use of checklists of stakeholders, taking into account recognized ways of grouping. In order to improve this process, the use of the Analytic Hierarchy Process (AHP) method to create a Stakeholders Structure Model (SSM) is proposed. The AHP method is one of the world's most famous approaches to support decision-making. It was created in the 70s by T. L. Saaty [24] , and now is used not only in numerous scientific studies but also in the practice of management [25, 26] . Thus, it was chosen to reach a new methodological approach for stakeholder analysis, that which is proposed in this paper. Based on the AHP method, the hierarchical model of typical stakeholders which can influence the reorganization project in different institutions, among others, in institutions of local government, was built, (Figure 3) . In the proposed model, the main divisions of stakeholders (criteria level) are due to the separation of the internal and external environment of the organization. Thus, it distinguishes internal and external stakeholders. Within each of these two groups, the six detailed types of stakeholders were separated (sub-criteria level). Their short characteristics are shown in Table 2 . Organizations competing with the audited organization in certain markets, in the case of local government like the tourism market, human capital market or investment sources market Sources: developed by the author Each of the stakeholders can be characterized by one or more, from seven potential sources of power, building stakeholder influence on the course of the project (Table 3) . Analysis of stakeholder influence. The analysis of the impact of stakeholders on the project was carried out taking into account the three dimensions described above. For each of these, measures and measurement scales have been established according to the following scheme: Compatibility -CÎá-5;5ñ, Tools -TÎá0;5ñ, Probability PÎá0;5ñ. It was assumed that the impact of (Influence -I) it is an indicator measured with regards to the above-mentioned dimensions. It may, therefore, be between IÎá-125;+125ñ, calculated by the formula (1).
STAKEHOLDERS
I=C×T×P (1)
The first of these dimensions (Compatibility) requires the determination of the impact of a stakeholder in the project. It is assumed that in the case of compliance the direction is positive (support) when it comes to stakeholder expectations concerning the objectives of the project. However, in the case of non -the relation is negative (conflict). The question arising here is as follows: Whether, and to what extent, stakeholder expectations are consistent with the objectives of the project? To answer this question the compatibility scale (C) is used (Figure 4 ).
Very high incompatibility High incompatibility
Medium incompatibility
Low incompatibility Very low incompatibility
No relation Very low compatibility
Low compatibility Medium compatibility High compatibility Very high compatibility
Figure 4 -Diagram of the compatibility scale (C)
Sources: developed by the author
In the second dimension, the score is formulated in three steps. First, the procedure uses the method of AHP. The following question is asked here: Which of the stakeholders has more powerful tools to influence the project? Pairwise comparisons and Saaty's scale are used here ( Figure 5 ). The responses established an initial assessment of the significance of the stakeholder, which is referred to as global weight (WG) [27] . Values here are in the range WGÎá0;1ñ. Therefore, it requires conversion to the tool influence scale (T). For this, the standardization for the maximum is used. Transformation is carried out by the formula (2).
The interpretation of the values obtained for the scale of influence is shown in Figure 6 . The third dimension of the evaluation of the impact of a stakeholder concerns a readiness to actively influence the course of the project. Here the following question was asked: What is the probability that the stakeholder will take action in relation to the project? The probability scale (P)is used here, indicating the probability intervals determined for each value on the scale (Figure 7 ).
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Figure 7 -Scheme of the probability scale (P)
Receiving the results of the analysis are the starting point for assessing scenarios for the implemented project.
Scenario analysis. Four basic scenarios were defined based on the stakeholder analysis: Realistic (SCR), Optimistic (SCO), Pessimistic (SCP) and Deterministic (SCD). Their characteristics are shown in Table 4 . The scenario involving the interaction of stakeholders whose probability measure at least average SCO C≥3 The scenario involving the interaction of stakeholders for which compliance with the expectations regarding the objectives of the project is positive and at least at a medium level SCP
C≤-3
The scenario involving the interaction of stakeholders for which compliance with the expectations regarding the objectives of the project is negative and maximum at medium level SCD T≥3 The scenario involving stakeholders for which the measure of tools strength is at least at the medium level Herein the formula used (3).
In response to the identified scenarios, three general types of reactions are proposed: -supporting (RS) -supporting allies, encouraging them to get involved in the project; -minimization (RM) -weakening enemies, discouraging them to take negative actions, modifying the project's objectives in terms of taking into account their expectations;
-acceptation (RA) -accepting the scenario and the resignation of the impact on the stakeholders. The above-described procedure was used as a test in the preparation for the reorganization project in one of the local governments in Poland. The next part of this paper presents brief information on the project and the results of the research achieved. Example of stakeholder analysis during a reorganization project in the local government institution. Short description of the local government. The study was conducted in one of the municipalities in south-eastern Poland, in preparation for the implementation of the Document Management System (DMS).
The project involves the implementation of both information technology and procedures necessary to move the municipal office and subordinate organizational units to a fully electronic workflow. It will have a significant impact on the functioning of workers in the studied organization and the quality of customer service. Funding for the project comes from European Union funds. Summary of the stakeholder analysis. A stakeholder analysis was carried out by a group of three experts selected by the audited organization. Aggregation assessments were conducted during focus group interview mode arrangements. In Table 5 and 6 below, a short summary of their research is presented. Sources: developed by the author
The chosen types of reaction on stakeholder influence should be included in the project plan. Consequently, after the stakeholder analysis, it is necessary to prepare a schedule and a budget on the tasks which are the amplification of each type of reaction. 
